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NQV 3 0 1953 


MEMORANDUM FOR* Director of Central Intelligence 
SUBJECT i Inspection of the Personnel Office 


X. THE PROBLEM 

To inspect the Personnel Office to determine its efficiency, 
and to examine the relationships between the Personnel Office and other 
offices of the Agency in handling personnel problems. 

II. DISCUSSION 

A. Method of Inspection* This inspection was conducted _ < 

personally by the undersigned. 'The Director of Personnel ins requested 

Z have each of his Staff and Division Chiefs nake a pr.sentatlon desortb- 
in? the organization and functions of his unit and indicating the 
principal problems confronting him. Each office of the Agency (inclu lng 
DD/P Staffs and foreign Divisions) was asked to comment on the services 
rendered by the Personnel Office and to indicate the number ofindividuais 
in the office engaged in personnel work. (See Annex I.) P 1 ® ?L on - 

Office was asked to make an independent survey of personnel positions 
organizationally located outside the Personnel Office. (See^ Annex nO 
The Agency regulations (including Clandestine Services TnBtructlone) were 
studied for appropriateness and completeness. (See Annex IXI ’> 

Office forms and standard forms shown to, or completed by, applicants and 
individuals entering on duty were reviewed. (See Am*ex IV.) J review 
was made of the information and instruction materials used in the direction 
of specialized recruitment (Annex V), of samples of and 

applicants and individuals in process for entrance on duty and 

of the tests regularly used in connection with selection and placement 

activities of the Personnel Office (Annex VII). So'rL 

his personal experience and knowledge of the Agency Career Service Program 
as a basis for comments and recommendations in that regard. . th * 

numerous discussions were held with a great number of individuals in the 
Agency of all grades} on personnel matters} and cases from the files 
the Inspector General's Office were utilized. 

In making this inspection several important considerations were 
borne in mind* 

1. Trained personnel are this Agency's moot valuable asset. 

A clandestine operation can be destroyed overnight as the result 
of any one of many circumstances beyond our control, but the 
availability of trained operators who can re-create such a 
network is all important. Similarly, a research J"®**?* w £° 
an expert on an area or subject and who is trained in the handling 
of intelligence information Is a valuable asset and difficult to 
replace. 
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2, In order to preserve this valuable asset, it is Important 
that CIA have sound personnel policies implemented by an efficient 
Personnel Office, and an effective Career Service Program. While 

^ 1A admittedly other factors are involved, it is nevertheless apparent 

that personnel management is more then a little to blame for the 
loss of the employees who were terminated between 1 January 
and 30 June 1^3. The security factor should also be noted in 
this regard, as 73$ of those separated worked for the Agency for 25X1A 
two years or less, 1*0$ for one year or less and 23^for lessMthrm 
seven months. Of course, it should be noted that or 25X1 A 

of those leaving were grades OS-1 through OS-6. 

3. Inasmuch as one of the most frequent questions on 
administrative natters asked by the Bureau of the Budget and 
Congressional Appropriations Committees concerns the number of 
personnel officers on duty, it is important that this Agency 
be as close as possible to the rest of the Federal Government, 
taking into consideration, of course, that in many respects our 
personnel problems are quite different from those of other 
departments or agencies of the Federal Government. 

h* It is necessary that there be clear-cut delineation 
between the responsibilities of the Personnel Office and those 
of the operating offices in personnel matters. 

B. Organization * At the start of thin inspection the Personnel. 

Office was organized into six divisions and four staffs. Before the 

completion of the survey, the Office was reorganised into six divisions 

and two staffs* This reorganisation was in the nature of combining and 
centralising certain of the functions and should result in an improvement 
25X e l$\ the services rendered by the Office. 



^Estimated (see II* A. 3* , below) 
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Following are the organizational components of the Personnel 

1* The Office of the Assistant Director for Personnel 
has a T/0 of ■ including the Personnel Director and his staff. 
The position of Assistant Director for Personnel is currently 
vacant. The Personnel Office has undoubtedly suffered from 
the rapid turnoTO^^^^ 2 Sg^j^>irecto^osit^n--fou^^ 
in two years 

Colonel Matthew Baird, and ^ " 
Assistant Director for Personnel is charged with implementing 
the personnel policies of the Agency. The Personnel Director 
is responsible for the operations of the Personnel Office. 

2 , Plane, Research and Development Staff has a T/0 of 
BHHHHjjjjHon duty. The functions of this staff are j 

i^™staf!^uppo rt and advice to the Assistant Director for 
Personnel and other Agency officials on all phases of personnel 
management including the CIA Career Service Program? formula tee 
recommendations of personnel policies, regulations and standards? 
develops and coordinates legislative, budgetary, procedural and 
reporting requirements? surveys, reviews and report? on all 
phases of the personnel program? performs secretariat and certain 
administrative services for the CIA Career Service Board and 
its panels and special boards, and certain administrative 
services for component Career Service Boards? plans and conducts 
research on Agency personnel management problems? plans, 
develops and conducts studies of Personnel Office objectives, 
organization, staffing, operating procedures and special 
management projects? maintains statistical records and prepare® 
statistical reports as required? performs miscellaneous operat- 
ing activities as are designated by the Personnel Director.” 

3. One elM 1 Contra cting , Allowances and Processing Staff 
has a ?/o oFBHBBBTon duty and one in process. The 
functions of this Staff ares ’'...recommending policy standards 


25X1A9a 
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governing Agency contracts for personal services and certain 
other special contracts required in support of covert opera- 
tions •, drafting and preparing such contract© in cooperation 
with the Office of the General Counsel? establishing special 
allowances and differentials which may be granted in lieu of 
standardized allowances and differentials? and being the 
central office of record of the Agency for all such contracts, 
allowances and differentials and reviewing such documents 
periodically, making changes as may be desirable or required 
by local conditions? and the complete processing of all 
personnel actions involving staff agents." 


25X1 A 


25X1A 


25X1A 



M 


ith 

"vision 


h. Personnel ixocurement Division has a T/O of 
|on duty anti'' two' in" process, fhe" "Functions of this' 

"...personnel procurement services including planning, 
coordinating and directing programs for developing, locating 
and drawing upon sources of personnel to keep the Agency 
adequately staffed? participates in the development of 
over-all personnel policies, procedures, standards and regu- 
lations! maintain© effective relationships with other 
components of the Personnel Office and operating officials 
to be continually informed of current and anticipated 
personnel requirements and of current requisition® for 
25Xfto&onnel. n 



25X1 A IBM cards are mai ntained on all applicants. These 

cards number about of which about ]V are qualified 25X1 A 

applicants. 
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The Division hoa rwqaiaitloaa to fill '^Hclorloal 

vacancies* Althea^h m of tuns 1953 there mm Hi clerical appll- 
canto being procmm ed, It t# not anticipated that, all vacancies 
will be filled tnasmch as 3£* are ltot la processing, and ttoro 
25^A a continual attrition of dasrioal perianal* 



with 

sion 


>* tlaccrsont and t^iliaation Pivialcf i has a T/O of 
■Hm duly" anil "fgar" In pawWMMiii 1 ' feotions of IMS 
Till ***** initial personnel selection and ln-am*vtc© aosignaentj 
participates In th© dovoleprcrrt of over-oil parsnnn#! policies, 
pcocadbir©#, standards tod regulations; assists and. advises 
operating officials concerning personnel utilisation and dewier— 
nant Including *tol&t*&nb, rotation, evaluation and prorwtion; 
reviews and approves pemmml actions in conforraanee with Agency 
p od j clou and. regulations J codas applicant filaa for which there 
aoclsts no farsndiat© requlraraent." 25X1 A 



are* * * , mpYonmuixig official personnel actions and aadatsdning 
official records of Agency personnel activities incltiding 
personnel actions, con^sspondonee, applicant and arsployee files; 
participates 'In the development of owr-all personnel policies, 
procedures,: standards and ro^culationoj also responsible far 
processing personnel for mmrmas msi&smit tod m velum frees 
such 25X1 A 


25X1A ?. Claas If leation aaad Was DjvlJlQia lias a T/0 oi l 

gfaort duty* (fto five to duty over tfmt/Q are trainees* Classi- 

rSSa&ioa has a high turnover with individuals going to other 


jobs in the Agon^r#) The function of this Division 
1st %* .position classification and woe® adsdnistratiun; parti* 
cipatea in. the dcwlopnent of over-all personnel policies, 
procedures, standards and ragulationa, allooat^s Agency tod 
Rational .Security Council positions, develops classification 
standards and qualifl cation ro-|uiroiiont® # perform wtge administra- 
tion activities governing oil dc^artasontiil tod field positions; 
and provide© evaluation services md fpjddano-.: pertaining to 
salaries of various. Associate FersoroeQL** 


drganiaatitodl changes tow b&m so usAma&m in the past 
three roars that job audits by this Division tow not b mn eois- 
plated for all jobs In ths Agency. Under D»/a all of fleas have 
been covered aaceept Logistics; two Divisions of 061 tow been 
surwywa, OS is rum being covered, and all other Diyl off loss 
urn Qos$uotedj while under ffi/P the Registry, fS3 tod seas of the 
Area Divisions haw mm covered. Classification odvico© on 
adbjsiniafepativ© piaas for «wrt proprietary projects* 
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9c Employee Services Division has a T/0 of on 

duty. The functions of this LI vision are j .providing a conspre 
hensive personnel relations and services progress* participates in 
the development of over-all personnel policies, procedures, 
standards and regulations* provides personnel counseling, housing, 
welfare and financial services and operates a comprehensive 
insurance program for Agency personnel.” 


C. Recruiting - Personnel Procurement } The most widely heard 

complaint haarfT'throughout 'lhc Agency Is that’ the recruitment of clerical 

25X1A personnel is neither adequat e nor timely* This is significant because of 
the field recruitment staff, \ aB of 9 June 1953) were 

25X1 ^ngaged in recruiting clerica^jersonnelT 




25X1 A 
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excluded. 

It ie obviously to the advantage of ■fee Agency to recruit 
only individuals who indicate an intention of remaining several years 
at least. 

It is believed that there is considerable room for improvement 
in the method of rejecting applicants who for one reason or another are 
not employed by the Agency. This should be exclusively a function of the 
Personnel Office. In the past, several components— operating, security 
end personnel— have become involved in cases of rejections of applicants. 
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D. Processings The major weakness in this area is not- exclusively 
a fault of the Personnel Office, The handling of personnel folders is very 
poor and exposes the Agency to possible criticism. At the present t -me 
Sere are folders on personnel maintained not only by the Personnel Office 
but also by Offices, Divisions and Branches, Further, ther ® ^ " 

control over the folders released by the Personnel Office with J; h ® f ^ 
that these folders are seen by unauthorized individuals and kept out £ 
unwarranted periods of time. There are even indications that items maj 
be removed from folders. This whole procedure not only is inefficient 
but eliminates any confidential aspect of the personnel folders. 

In addition, there is no standard system for maintaining the 
personnel folders with the result that it is difficult and time-consuming 
for a supervisor to review a file. Wot only should the folders be 
properly and uniformly organized, but the folders should contain all 
pertaining to the individual’s personality traits, competence and q si 
fi cations* A supervisor will search in vain for these items mos 
personnel folders. It has been the experience of ™d § 

Personnel files that very few contain the Personal History abatement, a o 
only one has contained the Personnel Qualifications Questionnaire which 
was completed by all personnel on duty as of (approximately) August 195 - . 
Both of these forms contain much of this data and would b® very help-ul. 


There are some evidences of delay in processing applicants. 
This is apparent ini getting recruitment requests to the Personnel Pro- 
curement Division? acting on applicants once their papers have been 
received? between the Personnel Office and the Security Office both bn 
submission and completion of security checks? between the Personnel Office 
and the obtaining office in entering an employee on duty. 


It is possible that most of the delays in processing are not 
the result of a poor system, but rather are from overburdening the 
machinery. Sow that the Agency has reached its full growth— at least 
for the present— the system should work swiftly and smoothly if manned 
by conscientious and competent personnel. It is the duty of the head of 
the Office of Personnel to see that it is so manned. 

A specific criticism also indicates that employees entering 
on duty are not sufficiently apprised in advance of what to expect with 
regard to such matters as transportation of dependents, per diem during 
training and when they can go overseas. 

The misinformation given to applicants and persons entering 
on duty has been largely corrected by action taken by the Personnel Office 
in briefing its recruiters and in preparing forms to be signed by appli- 
cants before processing. Errors of this nature still occur, however, 
through incorrect statements made by supervisors and others outside t e 
Personnel Office who Interview applicants. This can be corrected by 
adherence to the Agency regulations on the part of the supervisors and 
closer supervision of these interviews by Personnel officers. 
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There Is also evidence that on occasion employees report to 
their offices withou t the office being eeere.of the «tentj>£_the 
processing such ass 
clearances, etc. 

Personnel management also commences during the jessing of 

employees entering on duty. It is stated that the ®° le 
Impersonal as to start the employee In ihe Agency with an unfavorable 

impression. .. 

The Central Processing action 1« criticised on *?* 
It is not sufficiently familiar with all of th. details of foreign travel. 

E. Placement! The moot eorioue placement problem la with olerle^- 
personnel. There CTconeiderable objection to the policy of not permitting 
to interview clerical employees before assignment. It is atoeMed 

+b«+ there would be a lower rate of turnover of clerical employees if the 
acquiring office was permitted to interview the employee in ^vance and 
eSlaln^he type of work, working conditions, promotion possibilities, etc. 

There is a question as to the value of the follow-up inter- 
views conducted by the Personnel Office to detemir^ whether an employe, 
hue been correctly placed. It Is suggested that theee might be better 
performed by the office concerned. 

The placement officers are not sufficiently familiar with the 
job qualifications required for open Positions in their area. * n * ^ 

tion, placement officers should know the views of the supervisor concerned 

on the type of individual desired. 

F. Classification* The Agency classification Problem Js 

,,. M r There is “no major classification problem in basic research 

of flees, but^the classification problem will increase Proportionately as 
th© functions of the office deviate from the normal government pattern. 
Thus", the completely clandestine offices are faced with the most difficult 

classification problem. 

mhere has been constant friction in the Agency over the class!- 
fication system. On the one hand, the Personnel Office has been adhering 
Jb cloSly as possible to the standards of the Classification Acts. This 
has been in accordance with the Agency’s announced policy of adherin| c ^ 

Civil Service standards where possible. On th ® mrmltted 

would prefer a classification system more flexible than that permitted 

under th® Civil Service standards. 

G. Personnel Management * 

1. Attitude toward personnel* The impersonal treatment of 
both applicants and" employees S “ the Personnel Office Is one of 
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comments (Annex I) will indicate that this failing is the one most 
often mentioned. The belief is that in an Agency as specialized 
and important as the CIA there should be a large degree of 
personalized handling of personnel* This should extend through 
every phase of employee -Agency relationship from application 
through placement, training, promotion, transfer, etc., to termina 
tion by resignation or retirement. 

There is much room for improvement in the handling of 
25XfA rsonB ®^ appals • 
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2. Promotions ; There is definite need for an overall Agency 
policy on promotions which at the same time will provide sufficient 
flexibility to allow rapid promotion based on merit and yet will be 
sufficiently standardized so that all offices are operating on the 
same basis. The Personnel Office is currently working on such a 
regulation. 

In formulating a new promotion policy dm consideration 
should be given to competitive promotions. With an established 
ceiling on the Agency, the freedom in promotions allowed by large 
unfilled f/Oe is gone. Further, as Agency personnel practice 
improves and the Gareer Service Program is developed, the turn- 
over of personnel, particularly in the higher grades, should 
lessen. Consequently, there will be fewer and fewer promotion 
possibilitfes open as more and more of the higher T/G Blots are 
filled. To prevent all higher T/0 slots from being filled, to 
insure the continuance of the essential policy of promoting from 
within wherever possible, and to guarantee that morale is riot 
adversely affected by s feeling that promotion possibilities are 
limited, full consideration should be given to a competitive 
promotion system , 

3. dotation and R ea ssignment ; The present Agency method for 
handling rotation arid* reassignment is neither effective nor 
efficient* An employee who desires to change jobs either because 
of dissatisfaction with the current assignment or to broaden Ms 
experience can take any one of the following steps? 

a. Go to the Personnel Office and ask for ti reassignment. 
The Personnel Office then "shops" the file* A " shopped” f ile 
is usually regarded with suspicion. Tf the employee is 
valuable, Ms supervisor will insist upon a replacement before 
release. If he is not, the supervisor may be less then accurate 
in evaluating the employee’s performance in order to get rid 
of him. 
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b. Go to the office Career Service Board and ask for a ^ 
transfer. This usually results in "reassignment by negotiation 
and once again the quality of the employee will affect the ease 
of the transfer. 

c. Go to friends in other offices and seek a. new assign- 
ment in that fashion. 

Actually, none of the steps enumerated are satisfactory 
for professional personnel* Step a. is one that should always be 
used for clerical personnel. Step b. is one that should work for 
professional personnel if there was a proper approach to the 
"rotation" problem. Step c. is probably the most effective method 

currently. 

Long-term career planning will solve much of the rotation 
and reassignment problem (see G. ')• 

One of the greatest faults, if not the greatest , is the 
reassignment of employees returning from overseas; Actually, 
placement is an incorrect term to use for the action currently 
taking place. With the exception of high-grade employees, 
returnees find themselves in a position of shopping for a job. 

This is partly the responsibility of the Personnel Office but 
more directly the responsibility of the DD/P offices and staffs# 


Returnees from overseas should know prior to leaving for 
Washington what their assignment will be in headquarters. They 
should be notified of the assignment as long as a year, and not 
less than 90 days, prior to return and told what steps they 
should take should they wish to appeal the assignment. Further, 
returnees should be afforded interviews with their cask officers 
and branch chiefs upon return, should be able to turn to a 
specific individual in Personnel for assistance in administrative 
matters, should be formally debriefed, and women should be 
specially interviewed by a high-level woman in Personnel* 

h* Efficiency Ratings and Personnel Evaluation Reports ; 
Periodic analysis of the effectiveness of an employee’s work is 
essential to sound personnel management. It is essential that 
these evaluation reports be accurate and fair and be discussed 
with the employee concerned. Such has not been the general rule 
throughout the Agency, Too many of the supervisors are unwilling 
to face the unpleasant task of telling an employee about mediocre 
or unsatisfactory performance. Taking the easy way out, they 
give too high evaluations, thus making more difficult the problem 
of terminating poor employees. There should be much more atten- 
tion paid to Personnel Evaluation Reports by all supervisors, and 
supervisors should be held responsible for incorrect reports. No 
transfer should be permitted until the employee*® supervisor hag 
signed a PER on the employee, discussed it with the employee, and 
the gaining supervisor has also read and signed the PER. 

Approved For Release 2001/1 073&?CrA-RDP62-0'K>94R00050004002 1-7 



i 

Approved For Release 2001/1 0/30 - CIA-RDP62-01 094R000500040021 -7 


5 . Termination ? "’her® appears to be m problem concerned 
with the processing of employees for termination. 


The two problems relating to termination are? too many 
employees are leaving the Agency because they are dissatisfied 
vith their job., it i. too difficult 

employees . The attrition of employees will be cut only by 
development of a sound personnel relations program and a Career 

Service Program* 


Termination of unsatisfactory employees can ■ ** 
smoothly only with appropriate use of personnel evaluation reports. 
At tbs present time too many employees are leaving the Agency with 
ill will engendered by poor personnel management. 

6 . Employee Benefits ? Steps are currently to 

broaden the program of employee benefits. This ia big y 

25X1 A desirable. 




25X1 A 
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8 . Women in the / gency t There is no question but that the 
Agency has neglected the problem of assisting women to make a career 
of Agency work. This is sufficiently indicated by the fact that 



A women's panel has been established under the Career 
Service Board to study this problem* Careful consideration 
should b® given to these recommendations in order to improve the 
possibilities for women to make careers in CIA. 

Basically, the following factors have affected the 
careers of women in CIAj 

a. a tendency on the part of the Personnel Office to 
regard women applicants as potential clerical rather than 
professional employees regardless of whether they possessed 
a college degree or not? 

b. there is an inherent prejudice on the part of male 
supervisors— not peculiar to the CIA— against advancing women 
to positions of authority? 
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c. The Parsonnal Office has not watched out for the 
interests of women, and there has been no other c nstltuted 
authority to do so. 

d, Career Service Pro gram i An inspection of the Personnel 
Office must 1 'take into consideration the career service program. 

In simplest terms, the career service program was organized to 
develop methods to encourage employees to make a career with CIA. 
In theory, the career service boards should devise policy and 
methods) the Personnel Office should implement them. In practice, 
the career service program has served to dissipate responsibility 
for personnel management frost both the Personnel Office and super- 
visors by becoming involved in personnel operations. 

To put It bluntly, there would have been no reason for 
the establishment of a career service system had the Personnel 
Office and the supervisors been properly discharging their 
responsibilities for personnel management. There is no question 
but that since its creation the Personnel Office has taken a store 
alert and aggressive attitude toward many of the problems of 
personnel management. But the present career service program 
puts a severe drain on the time of the executive personnel in the 
Agency and is not producing commensurate results. 

A separate report from the undersigned as Chairman of the 
CIA Career Service Board will make recomiersdatione on the career 
service system. 


XT I. CONCLUSIONS 


A. Generally speaking, the Personnel Office has performed a 
satisfactory job of personnel processing. Its recruitment efforts in the 
clerical field have been commendable, despite some weaknesses in promises 
made to applicants, and probably ranks with the best in the government. 
Recruitment of professional personnel by the Personnel Office has not been 
as well done. This ears h© attributed to lack of close coordination with 
the operating offices) a natural tendency on the part of the operating 
offices to try to recruit for them selves in the professional ranks j and the 
inherent unsttractiveness of government employment for high grade profes- 
sionals. 


B. There have been divided responsibilities in the handling of 
personnel problems which have resulted in inefficient management, elimina- 
tion of these divided responsibilities can result in economy in use of 
manpower. These divided responsibilities have been? 

1. Duplication of personnel files at all levels, particularly 
on the division and branch level. 

2. Employees occupying personnel slots la the office® and 
divisions are duplicating work which Is the responsibility of 
the Personnel Office. 

is SUIET 

Approved For Release 2001/10/30 : CIA-RQg|i* ? 9iai«B®ttS500040021-7 



Approved ForjRelease 2001/1 0/30- : CJA4?DP&2431 094R000500040021 -7 


3# Responsibility for personnel management is now split 
between the operating offices and the Personnel Office. 

li. The responsibility for personnel management is further 
dissipated by the Career Service Boards. 

C. The individuals handling personnel matters in the Agency are 
not sufficiently familiar with the problems and peculiarities of the Agency. 
This is particularly true in the DD/P area where operational considerations 
and security are paramount. This will become increasingly important as the 
bulk of mechanical personnel work shifts from staff to a gent** type action, 

an inevitable result of the action stabilizing the size of the Agency at its 
present strength. 

D. There Is no question but that a classification system is 
required. It is also agreed that the Civil Service wage scale is acceptable, 
What is required is perhaps a classification system tailored exclusively to 
the requirements of the CIA. There is also need for greater imagination in 
the application of the system a ns sufficient flexibility to permit mobility 



As a corollary, an individual should not have to sacrifice his 
grade if it is in the interests of the Agency to assign him to a position 
slotted at a lower grade. If the reassignment is made because the individual 
25Xl£ armot hold ® 3®b of a higher grade, then there should be a demotion action. 



- 16 - 
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°* Personnel authority is assumed at several levels of the Agency 
and is not properly centralized. This can be attributed both to cumbersome 
procedures and to the complications added by Career Service Boards, Pull 
personnel authority should reside in the supervisors. The Personnel Office 
should see that all supervisors are thoroughly cognizant with all personnel 
regulations. Personnel actions should be simplified and streamlined to the 
greatest possible extent. Termination or demotion actions should be taken 
only by office directors acting together with the Personnel Director, 


H * The relationship between the Personnel Office and other offices 
o he Agency is not sufficiently close. As a result, there is some confusion 
in nearly all phases of personnel work— recruiting, placement, classification 
and personnel management . It would appear that most of those difficulties 
could be overcome by having one individual in the Personnel Office assigned 
the responsibility for being the focal point for each office *s personnel 
problems. This individual should have close rapport with the Chief or 
Assistant Director and Administrative Personnel Officer of the office to 
which assigned, should attend the appropriate Career Service Board meetings 

action from all Personnel Office components. One 
individual from the Personnel Office could probably handle several offices. 


^bose individuals from the Personnel Office who are assigned 
r 1 © individual offices should be thoroughly trained in the work of the 
office to which assigned. Thus, one sent to the BD/P offices should take 
appropriate training courses, and those to the m/l offices should avail 
themselves of intelligence courses. These courses will not only give them 
speaking acquaintance with the trade of their office, bat will give an 
^ Slg ^, int0 the typa of individual best qualified to ply the trade. Further, 
the officers assigned should thoroughly familiarize themselves with every 
position in their office, J 


I. Relations between the Personnel Office and the Medical and 
Security Offices are good, and there is every indication of close and 
timely coordination between these three offices, as there should be. How- 
ever, e weakness doss exist in that on occasion the Security and Medical 
Offices become deeply Involved in personnel actions and usurp— probably 
accidentally and unintentionally— the action of the Personnel Office by 
discussing an employee's medical or security disqualifications with him. 

It would save the Agency trouble if all personnel actions were discussed 
fch * ^ployees or applicants only by the Personnel Office. This would keep 
the Medical and Security Offices— in this particular aspect of personnel 
relations— in their correct role of purely fact-finding and serve to preserve 
their anonymity. It would lessen debate between employee or applicant and 
the Agency over Medical or Security findings inasmuch as the Personnel Direc- 
tor could safeguard the information. Further, it is the correct and appropri- 
ate function of the Personnel Director. 

r/, RSCOMMSWDATIQMS 
A. Recruiting t 

1. A personnel officer (either from the Personnel Office or the 
^ a 4p|i>F<5$i§J ^29^ 4 1 "ft# 3BB 0 © E/PlR Bf&6 2MfetG9 4^^©®50.(J640 Interview 
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with a potential employee, not only to brief the supervisor as to 
what to say, but- also to prevent any allegations by applicants as 
to presumed promises* It Is further suggested that the Personnel 
Office prepare a sheet of instructions that can be placed in front 
of the supervisors during such interviews indicating what should 
and should not be said to the applicant* 

2, Every applicant should be advised, and should sign a state- 
ment indicating that he has been so advised, that in order to 
qualify for a career in CIA the Agency expects him/her to serve 
wherever it is deemed in the best interest of the service** -with 
25X1 /^®* aona l considerations being given full consideration* 



li* In view of the ceiling placed on the Agency and the fact 
that there are now only limited professional vacancies, it is 
recommended that the Personnel Office atop all professional 
recruiting except by specific direction from the operating office. 

It is further recommended that the specific direction from the 
operating office bo not by general category of individual desired, 
but where possible by specific names of individuals to be approached 
either for recruitment or for leads for recruitment* It is further 
suggested that a cost analysis be mad© periodically of the efforts 
for professional recruitment to insure it does not become pro- 


liSSUaS® 




6, Applicants should be advised of rejections only by the 
Personnel Office and reasons for rejection should be confined as 
much as possible to * there is no place in CIA for you at this 
time* • 


B. Placements 


j.« '"or a six-month period it is suggested that the Personnel 
Office adopt the policy of allowing acquiring offices to interview 
clerical employees before assignment, and that assignment be mad* 
after such interviews only if mutually acceptable. At the end of 
a six-month period an analysis should foe made to determine whether 
this system reduces the rat© of turnover of clerical employees* 

2* The DD/P, as a matter of priority, should immediately notify 
every staff employee overseas of his or her next assignment. 
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3* Employees returning from overseas should be processed with 
the same degree of thoroughness as applicants entering on duty, 
including t a discussion with an individual in their unit not lower 
than Branch Chief 5 an interview with an Administrative Officer to 
assist in relocation} debriefing by Training or Operations} a review 
of their future with a Career Service Officer. 

0. Promotion : 

A new over-all Agency promotion policy should be developed 
including a system of competitive promotions. • 

D. Organization ! 

1. An Assistant Director for Personnel should be appointed as 
soon as possible and given full authority to see that the personnel 
policies of the Agency are carried out. 

2. A job audit should be made on every individual in the Agency 
located organizationally outside the Personnel Office who engages in 
any percentage of time on personnel work, and a determination made 
aa to whether that work should or should not be performed outside 
the Personnel Office. It is further recommended that after this 
audit has been completed for the Agency, a statement or regulation 
be prepared, carefully delineating those functions to be performed 
outside the Personnel Office from those performed by the office 
itself. 

3. If recommendation D*2. (above) is implemented, it is suggested 
that all slots eliminated as a result of this survey, whether from 
the Personnel Office or operating components, be placed in the 
Director's reserve pool. This recommendation is based on the con- 
viction that if the offices are allowed to keep these slots they 
will be utilized in existing operations or projects with no 
appreciable saving to the Agency In manpower or efficiency, but 

that if they ere placed in the Director's reserve pool the slots 
can be reallocated for new and urgent projects. 

h. Each office should have a personnel officer charged with 
all aspects of personnel management. These officers should be 
trained in personnel matters, either selected by or with the 
concurrence of the Personnel Office, and should be in close and 
constant contact with the Personnel Office, working together with 
that office aa a team. 


5, Only two individuals in the Agency should be authorized 
to advise an employee of a Personnel Action— the employee's 
immediate superior and the Personnel Director. The employee should 
be allowed the right of appeal from an unfavorable action (termina- 
tion, demotion, unwanted transfer) first to hie immediate superior, 
next to the Personnel Office, and finally to the Inspector General 
—in that order— but discussion directly with the Security and 
Medical Offices should be discouraged. 
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E, Processing! 

1* Each employee entering on duty should be given a fora 
indicating all processing and initial indoctrination he is to go 
through. This form should be carried by the employee until he 
co^letes this phase. It should be prepared jointly by the Personnel 
Office, Medical Office, Security Office , and Office of Training. 

2. It is recommended that only the Personnel Office be per* 
raitted to keep personnel files, that these files be much more 
closely held than in the past, and made available only to the level 
of Branch. Chief and above} that all Individuals allowed to- review 

a personnel file bo required to sign a record sheet so that there 
will be a permanent record of all individuals who have had access 
to the information, in the files} that the files be allowed out of 
the Personnel Office only for limited periods of time in each 
instance (±.e«, 2U-i*8 hours)} and that offices be permitted to 
keep only PERs (Personnel Evaluation Reports) and KftCs (Employee 
Record. Cards) for information, on their employees. 

3. A personnel relations or training officer Should explain 
to new employees who enter on duty something about the processing, 
the Agency, etc., to render the initial processing less Impersonal. 

It. The Central Processing Unit should develop procedures for 
foreign travel that place the absolute minimum of work on the 
individual or the operating component. 

F» Military ; 

1, A survey should be made of all jobs held by military 
personnel to determine whether the function is best performed by 
military or civilian. 

2. Supervisors with military personnel under their juris- 
diction should be carefully briefed on the handling of military 
personnel, with particular reference to the necessity for strict 
impartiality between civilians and military AT1 d for having the 
military return to their services as good-will ambassadors. 

€r» Personnel Management ; 

1, Immediate steps should be taken to insure the operation of 
& system of realistic Personnel Evaluation Reports or Efficiency 
Reports. These steps should include; 


a. education of all supervisors on the role of the PSi 
and its itqporiaac* for sound personnel management} 

b. policing by the Personnel Office to insure that 
accurate PtRs are executed on each employee periodically and 
discussed with the employee* 
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2. Training should develop additional courses for supervisors 
and executives stressing personnel Management* These courses 
should he compulsory for all supervisors from .the level of Branch 
Chief up. 

3. The Assistant Director for Personnel should take steps 

to insure that the Personnel Office exists solely to he of service 
to other components of the Agency in personnel matters# and that 
its accomplishments be viewed in that light. 

h* The Assistant Director of Personnel should be advised to 
take immediate action to canvas the Agency for individuals 
possessing some operating experience— on both the DD/P and W/l 
sides— who are otherwise qualified for regular or rotational 
assignment to executive positions within the Personnel Office. 

The introduction of executive level personnel within the Office 
of Personnel who have experienced phases of the operational life 
of the /Sgency is a needed catalyst in order to join together 
properly the Agency’s personnel needs# management and understanding 
of problems. 


Lyman B. Kirkpatrick 
Inspector General 
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ANNEXES fO PBBS01ISBL STUDY (On file in Office of Inspector General) 


I. Comments by all offices of CIA (including DD/P Staffs and Area 
Divisions) on the Personnel Office and personnel problems. 

II. Report of personnel positions organizationally located outside 
the Personnel Office (7 July 1953). 

III. Agency Regulations (including Clandestine Service Instructions) 
on Personnel matters. 

IV. Personnel Office forma and standard forms shown to, or completed 
by* applicants and individuals entering on duty, 

V. Information and instruction materials ueed in the direction of 
specialized recruitment (23 July 1953). 

VI. Sample of correspondence to applicants and individuals in process 
for entrance on duty, 

VII. Test Batteries (specimen aet)»-testa regularly used in connection 
with selection and placement activities of the Personnel Office. 

VIII, Survey Report on Personnel Procurement Division, Office of 
Personnel, prepared by Edward J. Green (30 April 1953). 

IX, Material on Personnel files. 

X. Personnel Office reorganisation chart, 

XI. Personnel Office T/o and Budget, 

XII. Biographical sketches of principal officers of the Personnel Office. 


SHIFT 
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